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This paper attempts to analyze the impact of strategic culture and cognition on the national security decision making process. More importantly, this paper will explore how poor policy decisions have lead to an overall decline of United States' military and economic powers. To help frame the issues we will examine a variety of U.S. policy decisions and their impacts on U.S. economic and defense capabilities. Key questions include:
• What is the National Policy Decision making process?
• Is strategic culture "semi-permanent" or does it evolve overtime?
• Why hasn't the study of strategic culture become main-stream in the management theory industry?
• How can strategic culture be utilized to improve outcomes?
• How can the study of cognitive psychology support improved policy outcomes?
At the conclusion of the analysis we will determine that the strategic decision making process and U.S. outcomes are impacted by strategic culture and cognition. In each U.S. policy decision analyzed, we will illustrate that the optimal outcome was not achieved. To help future leaders gain awareness we have developed an illustrative term for the combined impact of strategic culture and cognition on the decision making process entitled the "drowning effect". The drowning effect is the unintentional pushing of new concepts, approaches, acknowledgement of risk, and processes below the surface or casting them out to sea by national security professionals due to their cultural and cognitive biases. The paper concludes with a variety of practical recommendations strategic leaders can utilize to reduce the impact of the "drowning effect" and help improve future U.S. policy outcomes.
Core to the Unites States' ability to provide for its people and support its allies around the world is its ability to maintain its national powers. National powers are the tools the United States uses to apply its sources of power; including human potential, economy, industry, science and technology, academic institutions, geography, and national will. 3 According to Joint Publication 1, Joint Warfare of the Armed Forces of the United States, the four national powers used by the United States are Diplomatic, Informational, Military, and Economic commonly referred to as the "DIME" by policy professionals.
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The United States has seen its relative economic power decline over the past two decades. We have gone from the world's leading creditor to the world's leading debtor nation 5 (the U.S. currently borrows billions of dollars per day, in large part from foreign countries); and in addition, has its military (power) engaged in a seven year war with no near term end in sight. The U.S.'s military power has been over utilized and is stressed to the point it would be difficult to engage another near term competitor while maintaining its current operations 6 ; according to a 2008 survey, conducted by Foreign Policy and New American Security, of more than more than 3,400 active and retired officers across all services between the rank of major and general. 7 In addition, we now find ourselves in an increasingly vulnerable state in which both our economic and military technology infrastructures are facing daily threats by cyber terrorists. Many economists blame the current economic outcomes on the U.S.'s strong dollar polices which have crippled the manufacturing industry and forced jobs and production offshore in increasing volumes, and our nation's leaders devotion to a staggering trade deficit all in the name of securing allies and the advancement of U.S. multinationals. 8 
President
Bush's policy decision to invade Iraq has been met with great criticism and has been cited as creating hatred of the west and generating increased support and making it easier for al Qaeda to operate throughout the Muslim world on their mission to destroy the United States and our ways of life.
9
How does the world's greatest superpower find itself in such a situation? The
United States government has access to the best minds in the world, how can such intelligent people create policy that will result in such seemingly obvious poor outcomes.
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Most national security professionals believe the decisions they make regarding the security of our nation should be made above any cultural, personal, and organizational self interest and should reflect an unbiased approach to selecting options which are in the best interest of the nation. 11 "However for a variety of reasons this is often not the case." 12 Scholars are now pointing to strategic culture and cognitive factors to explain contributing factors in the national security decision making process 13 The impact of cultural and cognitive forces on decision making can be termed the "Drowning Effect." I define the concept of the "drowning effect" as the unintentional pushing of new concepts, approaches, acknowledgement of risk, and processes below the surface or casting them out to sea by national security professional due to their bias as a result of cultural or cognitive impacts. Key to the drowning effect is the . unintentional nature of the action, meaning this can be overcome via training and practice. This paper is intended to provide the required awareness of the drowning effect and to provide practical recommendations strategic leaders at all levels of government can implement to eliminate the negative impact on decision making.
Decision Making
The essence of ultimate decision remains impenetrable to the observeroften; indeed, to the decider himself……There will always be the dark and tangled stretches in the decision -making process -mysterious even to those who may be the most intimately involved
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Decision Making is defined as "deciding on important matters: the process of making choices or reaching conclusions." 15 There are a number of decision making models available to policy makers to help formulate U.S. Policy. While the various models may have varying steps they all should result in decisions that support the attainment of U.S. national interest. A number of studies have been conducted on how to enhance these models over the years based on outcomes of various policy decisions.
There have also been a number of studies as to why policy makers who follow the various models still produce policies which result in poor outcomes. One such study was conducted on the Cuban missile crisis. In this study Essence of Decision, Explaining the Cuban Missile Crisis the author compares and analyzes several models including the rational actor model which is an ideal model in which all information is processed in an unbiased manner and all potential courses of actions are given careful consideration before a final decision is made 16 . The other models (organizational behavior and governmental politics) address factors such as resistance, personal agendas, etc which influence the process and lead to poor outcomes. 17 The Cuban
Missile Crisis study provides the critical analysis required to support the notion of the "Drowning Effect" in which we will look to strategic culture and cognition as two critical factors that directly influence the performance of policy makers and lead to poor outcomes.
Strategic Culture
Strategic Culture has long been used as a tool for understanding the actions of other countries. 18 century. 20 The principle disagreement is between those who include behavior within their definition and those who exclude it. 21 This scholarly tug of war over what to include in the definition has lead to a reluctance of many to acknowledge it as a tool in the decision making process. This long standing scholarly debate has added to the drowning effect as leaders fail to consider the potential for influence that strategic culture has on their decision making process. While there is scholarly debate the following definition encompasses the essence of the many that study and analyze the concept. Strategic culture is "the persistence of a distinctive strategic approach in the face of changes in circumstances that gave rise to it through processes of socialization and institutionalization and through the role of strategic concepts in legitimizing these social arrangements" 22 A nation's strategic culture flows from its geography and resources, history and experience, and society and political structure. 23 It represents an approach that a given state has found success in the past.
Although not immutable, it tends to evolve slowly. 24 "It is no coincidence, for example that Britain has historically favored sea power and indirect strategies or that it has eschewed the maintenance of a large army. Israel's lack of geographic depth, its small but educated population, and technological skill have produced a strategic culture that emphasizes preemption, offensive operations, initiative, and increasingly advanced technology." 25 Should this definition cause concern? The definition suggests that strategic culture is rigid in nature; meaning it's developed over a period of time and once established remains regardless of the conditions and environment in which the culture operates at times regardless of its continued effectiveness. There can be benefits from having a routine or systematic approach to decision making when speed is critical or when the situation is repetitive, but given the complexity and varying nature of most national security issues this is not the case. It is this persistent nature of strategic culture without consideration for environmental conditions and changes that we will examine as a potential cause for an eventual decline of US vital national powers.
These two examples help identify the powerful nature of strategic culture on a nation's strategic leaders and how they are likely to respond to situations of national importance, potentially without fully examining the second and third order effects and the long terms impact to our national powers.
If we examine this definition in comparison to arguments from Plato and Aristotle, which focus on the internal ability of a society to renew itself according to modern formulations of this view, a society declines when bureaucratic stagnation, monopoly, caste, hierarchy, social rigidity, organizational obesity and arteriosclerosis make innovation and adaptation difficult or impossible. 26 As societies age, these characteristics tend to become more predominant. Bernard Brodie expressed astonishment at how quickly British economic and military power declined as a result of poor policy decisions, Britain's decline after World War II provides a powerful near term example for U.S.
leaders to study. 27 "Successful societies, in contrast, are those that find ways short of their own destruction to sustain the dynamism of their youth. The structure of such societies will presumably encourage completion, mobility, fluidity, pluralism and openness. " 28 What is the strategic culture of the U.S.? Like the scholarly debate regarding the definition there is also debate in attempting to define the appropriate primary responsible individual or organization of a nation's strategic culture. Is it the Office of the President, the Congress, the people, the military, or a combination of them all? We will look to those experiences and practices that focus on the primary elements of national power (diplomatic, economic and military) to help shape how we define U.S. Multiplication is an algorithm; if followed the procedure will result in the correct answer.
"In contrast a heuristics is a rule of thumb that often (but not always) leads to a solution." 37 Heuristics are utilized because the human mind generally prefers and seeks simplicity, consistency, and stability and dislikes uncertainty and mental discomfort and will routinely attempt to eliminate these aspects from decision making. 38 Another example supports our use of the term "Drowning Effect" to help illustrate the impact of unconscious elimination of new ideas and concepts on the decision making process. The brain's desire for consistency and simplicity are key influencers on policy decision makers. Heuristics influence on the brain often prevent leaders from taking the time to
fully comprehend the problems they are trying to solve; as a result, leaders will try to relate the current problem to ones they have resolved in the past. This allows leaders to not ask the tough questions, develop new analysis, and avoid the mental discomfort associated with learning another nation's culture. 39 In The original security threat which initiated the policy has long been eliminated, the FBI has determined Cuba to no longer be a national security threat, the U.N. has condemned our maintenance of the policy for nearly 20 years, and American businessmen have lobbied for an end to the policy sighting how it harms the U.S.
economy. Despite the overwhelming evidence and request for change several administrations both Democratic and Republican have taken the same stance and maintained the policy in varying degrees.
Sunk Cost. "Decision makers tend to make choices that justify past choices, even when they no longer seem valid. People are generally unwilling to admit to mistakes, especially when the cost for doing so is high." 41 The best example of this is General
Westmorland and his continued push for a war of attrition as the method to fight the North Vietnamese Army (NVA). He was able to use sunk costs to influence Congress, the American public, and President Johnson's policy decision to continue to send more troops despite the NVA's continued will to fight resulting in more than 58,000 dead U.S.
soldiers. 42 Most modern U.S. Presidents have referred to sunk cost to also influence public support. A common message used is "we cannot let the deaths of our soldiers have been in vain" as a pretense for maintaining current funding and support. Group Think -when individuals take on the characteristic of the group dynamics and then behave in ways they would not as individuals.
the status quo, or support a belief. In either case they contribute to a less than optimal decision making process and potentially poor U.S. policy outcome.
Conclusion from Analysis
The results of our analysis indicate that strategic culture and cognition have had negative impacts on the decision making process. Our analysis of several varied U.S.
policy decisions is that the impact of the "drowning effect" leads to poor policy decisions and an eventual decline of U.S. economic and military powers. Strategic leaders need awareness and training on the relationship amongst a nation's strategic leaders understanding of culture and cognitive factors and its ability to maintain its national powers. Many have predicted the decline of the U.S. as a world power since its rise.
Our nation is in a period of relative economic decline and our military power is currently being stretched thin. It is important for our leaders to acknowledge this and more important, to believe it if we are going to be able to stop the momentum of that decline.
The decline is not due to geography, population, natural disaster or other common fate that has fell upon previous nations which faced their demise; but our inability to recognize our own strategic culture. I will refer to the ancient military theorist Sun Tzu and his axim:
"Know thy self and know they enemy and win a hundred battles" 49 Strategic culture has long been used as a means of understanding and predicting the actions of other nations; a way to understand another country on it own terms for the way in which it employs history to better understand "the motivations, self-image, and behavior patterns of others. It's time that U.S. national security professionals begin the study of strategic culture and cognitive factors as a means of understanding our own tendencies, biases, motivations as we navigate the remainder of the 21 st century.
Recommendation
Core to the United State's ability to provide for its citizens, the defense of its homeland, and support of its allies is its ability to maintain its national powers. The ability of U.S. leaders to make policy decisions that foster positive outcomes are the best means of achieving this goal. The elimination of the "drowning effect" on the decision making process will lead to a utilization of the national security decision making process in which a full range of courses of actions are examined and decisions are not hampered by cultural bias and heuristics. This is possible if U.S. leaders are better informed and educated on the impact of the drowning effect.
Methods that will help eliminate the "drowning effect" include:
Improved Education/Awareness. Understanding is the first step to improve the situation. U.S. Strategic culture is rooted in exceptionalism. As such, it's not common for U.S. leaders to look inward as the source of decline. This paper points to the use of concepts such as strategic culture and cognition as a means to evaluate our own actions versus looking at the intensions and actions of others for the source of poor outcomes. Institutions that train our nation's leaders such as the service colleges should begin to expand the lessons on culture and cognitions impact on the decision making process. Development of models and practical exercises in outcome analysis based on decision bias would begin the awareness required to take this concept from the scholarly arena to a daily practicum.
Utilizing Environmental Scanning focused on the national powers as "a kind of radar to scan the world systematically and signal the new, the unexpected, the major and the minor". 50 • detecting scientific, technical, economic, social, and political trends and events important to the institution, :
• defining the potential threats, opportunities, or changes for the institution implied by those trends and events,
• promoting a future orientation in the thinking of management and staff, and
• alerting management and staff to trends that are converging, diverging, speeding up, slowing down, or interacting.
Improved environmental scanning at all levels of government will create situations where leaders have more time to develop policy and create an environment in which they will have the maximum time to think about their decisions. If decision makers are not rushed they are more likely to avoid the trappings of the drowning effect.
Creating Diversity. The Strategy Paradox states "the prerequisites of success today are often the antecedents of failure tomorrow" provides great insight to how leaders should think about maintaining the status quo beyond its usefulness or maintaining it without full consideration of the current environmental situation. 55 Once leaders are aware of the impact of Status Quo they can use the following techniques to lessen its pull 56 • Never think of the status quo as your only alternative :
• Ask yourself if you would consider the status quo as an option for the current situation if it were not the status quo
• Avoid exaggerating the effort or cost of switching the status quo
Understand the Problem. The Army War College has started adding the concept of design to the curriculum. Design is defined as a methodology for applying critical and creative thinking to understand, visualize, and describe complex, ill-structured problems and develop approaches to solve them. 57 Its goal is to help leaders mentally refrain from rushing to a solution until they are sure they understand the problem they are facing. Many poor policy decisions are made because leaders associate a new problem to a solution of an old problem without taking the time to ensure all of the variables are the same. As a result, there are potentially unintended consequences due to the failure
of the leader to properly analyze the new situation. The concept of Design allows the leader to recognize that "today's operating environment presents situations so complex that understanding them -let alone attempting to change them -is beyond the ability of a single individual." 58 Considering Influence of Sunk Cost. It's natural to avoid admitting you made a mistake; it's even more difficult for members of your team to admit they provided poor advice that lead to a policy decision which resulted in negative U.S. outcomes. As a result, sunk cost creates a real barrier to the decision making process. "For all decisions with a history you will need to make a conscious effort to set aside any sunk cost -whether psychological or economic -that will muddy your thinking about the choice and hand."
Design is structured to help leaders solve the right problem, and adapt to dynamic conditions. 59 John Hammond in The Hidden Traps of Decision making
• Seek out advice from people who were not involved in the previous policy decision. They are the most likely not to be influenced by previous decisions. suggest the following:
• Ask yourself why admitting to a previous mistake is distressing. Find ways to effectively deal with the issues so you can move forward and not continue to repeat the same policy decision mistakes.
• "Don't create a failure-fearing culture that leads employees to perpetuate their mistakes." 60 Reward people for the quality of the decision making analysis not only for the quality of the outcomes (consider the factors leading to the decision).
The ability of a leader to become proficient at avoiding the trappings of the drowning effect requires knowledge. Strategic Culture has been trapped in a scholarly debate over usage and terminology in that the concept has largely been ignored as a possible source of bias in the decision making process. Understanding your culture is important if leaders are to ensure it is aligned with the current national policy environment.
Cognitive psychologies, namely heuristics, are functions of the brain and as humans our decision making abilities are naturally influenced. However if we are willing to apply these techniques we can control the impact of heuristics and improve our ability to make decisions void of their negative influence. This approach will lead to improved decision making, U.S. outcomes, and a continued maintenance of U.S. economic and military powers.
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